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Office  of  Naval  Research  Contract  UR  177-472  (Monr  1834  (36),  No. 
N00014-67-A-01 03-0012  was  begun  September  1,  1969  and  continued  through 
August  31,  1975  with  a no-cost  extension  until  June  30,  1976.  In  1971, 

ARPA  Order  No.  454,  Contract  110001 4-67-A-01 03-001 3 from  the  Advanced  Research 


Projects  Agency  was  merged  with  the  ONR  Contract  to  provide  additional 
funding.  The  contract  was  established  for  the  purpose  of  extending  a 
program  of  research  on  leadership  and  organizational  performance  based  on 
the  Contingency  flodel  of  Leadership  Effectiveness  (Fiedler,  1964,  1967). 
This  theory  postulates  that  effective  performance  is  the  result  of  an 
interaction  between  the  leader's  personality  (leadership  style)  and  his 
control  over  his  leadership  situation  (situational  favorableness). 

The  culmination  of  our  research  under  this  contract  is  the  development 
and  validation  cf  a leadership  training  program,  LEADER  HATCH,  based  on 
this  theory.  Since  the  background  research  has  been  published  this  report 
will  focus  on  the  LEADER  HATCH  program  and  its  application  to  the  military 
services.  During  the  term  of  this  contract,  48  technical  reports  have  been 
completed  of  which  33  have  published  to  date  in  scientific  journals  which 
describe  the  empirical  research  and  related  work  leading  up  to  the  training 
program  which  has  been  completed.  A complete  list  of  all  publications 
resulting  from  this  project  is  Included  in  Appendix  A. 

• LEADER  HATCH 

General  Description  of  the  Program 


The  LEADER  liATCH  training  is  presented  In  the  form  of  a self-adminis- 
tered programmed  workbook  which  the  trainee  can  complete  on  his  own  time 
and  which  can  be  augmented  by  lectures,  discussion,  or  films.  Reading  and 


responding  to  the  book  takes  from  four  to  eight  hours,  depending  on  the 
individual's  reading  speed  aid  past  knowledge,  as  well  as  the  care  with 
which  he  reviews  the  material. 

Each  chapter  of  the  workbook  consists  of  a short  essay  which  explains 
the  basic  concepts  of  the  Contingency  Model  and  its  application.  The  essays 
are  followed  by  several  short  problems,  case  studies,  or  leadership  episodes 
(probes)  for  which  the  trainee  selects  the  best  answer.  He  is  then  given 
feedback  on  the  correct  response.  An  incorrect  response  reouires  him  to 
review  the  chapter  and  try  the  probe  again  in  order  to  assure  that  he 
completely  understands  the  material.  Each  chapter  closes  with  a short 
summary.  There  are  two  review  sections  and  several  short  tests.  A final 
LEADER  MATCH  test  enables  the  trainee  to  measure  how  well  he  has  understood 
the  training  and  helps  him  determine  any  special  problem  areas  which  might 
need  additional  review. 

Outline  of  the  Manual 

The  first  chapter  in  the  manual  requires  the  trainee  to  complete  the 
Least  Preferred  Coworker  (LPC)  scale.  This  scale  identifies  the  trainee's 
leadership  style.  The  scale  consists  of  18  bi-polar  adjectives  of  the 


semantic  differential  format,  for  example: 


Pleasant 


tttttttt 


Unpleasant 


Cooperative  : : : : : : : : : Uncooperative 

8 7 6 5 4 3 2 1 

To  complete  the  scale,  the  trainee  is  Instructed  to  think  of  all  the 
people  he  has  ever  worked  with  and  then  to  describe  the  one  person  with  whom 


he  could  work  least  well.  The  sum  of  the  item  scores  expresses  his  LPC 


score. 
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A high  score  indicates  that  the  oerson  is  relationship-motivated,  i.e., 
his  primary  goal  or  motivation  in  the  leadership  setting  is  to  have  good 
interpersonal  relations  with  co-ror'ers  and  through  these  good  relations  to 
accomplish  the  task.  He  gains  self-esteem  from  the  good  will  of  those  who 
work  with  him. 

A low  score  indicates  that  the  trainee  is  task-motivated,  i.e.,  his 
primary  goal  or  motivation  is  to  accomplish  successfully  any  task  to  which 
he  is  assigned.  He  gains  self-esteem  from  his  feeling  of  accomplishment  and 
will  endeavor  to  complete  the  task  even  to  the  extent  of  sacrificing  good 
relations  with  coworkers.  Both  types  of  leaders,  however,  are  equally  well 
liked  and  both  are  effective  v.'iu-n  nlaced  in  the  right  situation. 

The  next  four  chapters  in  the  training  manual  are  devoted  to  measuring 
the  situational  favorableness  of  the  trainee's  job.  The  three  dimensions 
which  determine  the  degree  of  situational  favorableness  are  : (1)  leader- 

member  relations,  the  degree  to  which  the  group  supports  the  leader; 

(2)  task  structure,  the  degree  to  which  the  task  is  clearly  defined  and 
guidelines  have  been  established;  and  (3)  position  power,  the  amount  of 
authority  the  leader  has  to  reward  and  discipline  his  subordinates. 

The  weighted  scales  enaole  the  trainee  to  obtain  a numerical  score 
which  reflects  whether  his  leadership  situation  is  highly  favorable, 
moderately  favorable,  or  unfavorable. 

1.  Favorable--situations  are  defined  as  those  in  which  the  leader  has 
the  support  cf  his  group  (good  leader-member  relations),  a highly  structured 
task,  and  high  position  power. 

2.  Hocerately  Favorable— Here  the  leader  has  the  support  of  his  group 
but  an  unstructured  task  and  low  position  power,  or  low  group  support  and 
high  task  structure  and  high  position  power. 


1 

3.  Unfavorable-- In  these  situations  the  leader  does  not  have  the 
support  of  his  group,  !:is  task  is  unstructured  and  his  position  power  is 
low  or  the  situation  is  stressful.  Some  leaders  find  situations  of  this 
type  challenging  and  interesting. 

Our  research  has  shown  that  the  task-motivated  (low  LPC  leader  performs 
best  in  the  favorable  and  unfavorable  situations,  while  the  relationship- 
motivated  (high  LPC)  leader  performs  best  in  the  moderately  favorable 
situation. 

The  final  cnapters  provide  instructions  on  modifying  or  "engineering" 
the  leadership  situation  to  fit  the  individual’s  personal  style.  Because 
the  leadership  situation  is  a dynamic,  changing  environment,  the  trainee 
also  learns  how  to  maintain  the  correct  match  for  his  leadership  style  and 
hot/  to  take  into  account  the  effects  of  training  and  increased  experience 
on  the  job.  Finally,  the  trainee  is  taught  how  to  apply  the  program  to  the 
leadership  situations  of  his  subordinate  leaders  in  order  to  assist  them  in 
attaining  better  performance.  Attention  is  also  given  to  the  effects  of 
rotation  and  transfer  and  selection  and  placement  of  personnel. 

Validation  of  LEADER  HATCH 

Eight  validation  studies  have  now  been  completed  using  LEADER  HATCH. 

Four  of  these  studies  were  conducted  with  civilian  organizations  and  four 
were  conducted  with  military  personnel. 

Validation  Studies  in  Civilian  Organizations 

The  subjects  for  the  four  civilian  studies  included:  (a)  volunteers  of 

a public  health  agency,  (b)  middle-managers  of  a county  government, 

(c)  police  sergeants,  and  (d)  public  works  supervisors  and  managers.  In 
each  study,  a list  of  people  who  were  considered  eligible  for  training  was 
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obtained  (as  well  as  expected  to  remain  in  the  position  for  sufficient  time 
to  evaluate  the  effects  of  traininq).  From  this  list,  subjects  were 
randomly  assigned  to  either  the  trained  condition  or  a control  condition. 

In  the  first  study,  trainees  were  sent  the  LEADER  MATCH  manual  by  mail 
and  asked  to  return  the  completed  book.  The  trainees  in  the  second  and 
third  study  attended  two-four-hour  training  sessions  in  which  they  read 
portions  of  the  book  and  viewed  the  Contingency  Model  film.  Leadership: 

Style  or  Circumstance  (CRM,  1974),  and  were  provided  an  opportunity  to 
discuss  the  material.  The  manuals  were  to  be  completed  and  returned  to  the 
investigators.  Because  of  the  attrition  involved  in  these  studies  due  to  j ■] 

vacation  schedules,  heavy  work  loads,  illness,  etc.  the  fourth  study  was 
conducted  during  working  hours  under  the  supervision  of  the  investigators. 

Performance  Criterion.  Performance  evaluations  were  obtained  from 

$ ; 

superiors  2 to  4 months  after  training.  In  the  last  study,  a performance  j I 

i 5 

i i 

evaluation  by  at  least  2 superiors  was  also  obtained  for  both  the  control 
and  training  groups  prior  to  training  and  again  after  2-4  months  using  the 
organization's  regular  performance  rating  form. 

Results.  In  all  four  studies,  trained  leaders  performed  better  than 
untrained  leaders  with  00%  of  the  performance  criteria  in  the  predicted 
direction  and  33%  significantly  so.  Details  of  these  studies  can  be  found 
in  Technical  Report  75-70  (Fiedler,  iiahar  and  Schmidt,  1976). 

Validation  Studies  in  Military  Organizations 

Study  1.  Subjects  in  this  study  were  38  junior  officers  and  chief 
petty  officers  from  eight  Naval  Air  Seuadrons  at  Uhidbey  Island  Naval  Air 
Station.  One  half  the  officer  sample  and  one  half  of  the  petty  officer 
sample  were  assigned  randomly  to  a traininq  group  which  received  the  LEADER 
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MATCH  program  with  the  other  half  serving  as  controls.  The  subjects  in  both 
groups  completed  biographical  data  sheets,  a questionnaire,  and  a short 
intelligence  test  to  insure  that  the  groups  were  as  similar  as  possible. 

The  training  group  then  underwent  three  four-hour  training  sessions  during 
which  they  read  LEADER  MATCH,  discussed  the  material,  and  viewed  the  Contin- 
gency Model  film  (CRfi,  1975}. 

Performance  Criterion.  Performance  ratings  were  completed  prior  to 
training  for  each  subject  by  three  of  his  or  her  immediate  supervisors.  The 
identical  ratings  were  obtained  six  months  later  from  at  least  two  of  the 
same  supervisors. 

Results.  As  can  be  seen  in  Figure  1,  the  mean  performance  scores  of 
the  experimental  group  increased  while  those  of  the  control  group  did  not. 
Results  also  indicated  that  the  trained  group  improved  in  ratings  of 
task  performance  at  the  .02  level  and  in  overall  ratings  at  the  .06  level. 

Ho  differences  were  found  in  the  effectiveness  of  the  training  program  for 
petty  officers  and  for  officers  or  for  less  intelligent  and  more  intelligent 
trainees.  (See  Leister,  Sorden  and  Fiedler,  Technical  Report  76-81,  1976.) 

Study  2.  Subjects  for  a second  study  of  naval  personnel  were  junior 
officers  and  chief  petty  officers  of  a Havy  destroyer.  From  a list  of  32 
"eligible"  personnel  (those  who  would  not  be  reassigned  within  3-5  months  of 
training),  we  matched  leaders  according  to  rank  and  randomly  assigned  10  to 
the  training  condition  and  10  to  the  control  group.  Attrition  was  limited 
to  one  subject  from  the  control  group  who  was  reassigned  to  another  ship 
shortly  after  the  study  began. 

LEADER  MATCH  training  was  administered  in  two  four-hour  sessions. 
Trainees  viewed  the  Contingency  Model  film  and  participated  in  a discussion 
of  the  program.  Again,  a brief  questionnaire  was  administered  to  both 
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groups.  Identical  performance  ratings  were  obtained  at  the  time  of  training 
from  two  of  the  subjects'  immediate  supervisors  and  again  six  months  later. 

Resul ts.  As  Figure  2 shows,  the  mean  performance  scores  of  the  experi- 
mental group  increased  while  those  of  the  control  group  decreased.  The 
performance  ratings  w*re  then  converted  to  standardized  z-scores  and  a 
change  score  analysis  was  performed.  The  results  indicated  the  increase 
in  performance  for  the  trained  grouD  was  significant  at  the  .01  level  (1- 
tailed).  The  decrease  in  ratings  for  the  control  group  is  likely  to  reflect 
that  their  performance  seemed  poorer  in  comparison  at  the  end  of  the  six 
month  period. 

(Financial  support  for  these  two  military  studies  was  also  provided  by 
the  Chief  cf  flaval  Education  and  Training,  Pensacola,  Florida.  An  addi- 
tional study  supported  entirely  by  CHET  is  still  in  progress.) 

Studies  3 and  4.  The  two  military  studies  were  conducted  independently 
by  LTC.  Paul  Bons  and  Major  Louis  Csoka.  Their  first  study  used  officer 
trainees  who  were  scheduled  to  become  acting  platoon  leaders  in  operational 
units  during  the  summer.  One  third  of  154  men  were  randomly  selected  for 
LEADER  MATCH  training  while  the  others  were  used  as  controls.  At  the  end  of 
the  test  period,  the  unit's  officer  evaluations  showed  that  the  men  with 
LEADER  MATCH  training  were  rated  by  their  superior  officers  as  performing 
significantly  better  than  untrained  men  assigned  to  the  same  unit. 

T.ie  second  study  by  Bons  and  Csoka  involved  27  training  companies, 
each  with  three  platoon  leaders.  One  of  the  platoon  leaders  in  each  company 
was  randomly  selected  for  LEADER  MATCii  training.  At  the  end  of  a four- 
month  period,  the  customary  evaluation  of  all  platoon  leaders  showed  that 
the  trained  leaders  ‘were  significantly  more  often  chosen  as  the  best  of  the 
three  In  their  company. 
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To  summarize,  eight  validation  studies  have  been  completed  and  all 
eight  indicate  that  the  subjects  trained  with  LEADER  HATCH  outperform  those 
in  the  untrained  groups.  These  results  provide  strong  support  for  the 

1 

effectiveness  of  the  LEADED  MATCH  training  program  as  well  as  the  basic  'i 

i 

validity  of  the  theory  which  has  been  developed  under  OHR  contracts. 

Application  of  LEADER  MATCH  to  the  military 

A military  version  of  this  program  has  been  completed  in  draft  form. 

It  was  rewritten  to  reflect  military  terminology  and  ilavy  and  Marine  Corps 

leadership  problems.  This  new  version  has  not  been  field  tested,  but 

because  of  its  similarity  to  the  validated  version  of  LEADER  MATCH,  we  have 

every  reason  to  believe  that  it  will  be  at  least  as  effective.  Vie  are  able 

to  recommend  at  this  tine  that  LEADER  HATCH  should  be  included  as  a part  of 

military  leadership  effectiveness  training.  One  copy  of  the  original  and 

one  copy  of  the  draft  of  the  military  version  have  been  provided  to  OiJR 

and  ARPA.  j 
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